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ABSTRACT

Wel-written job descriptions support a variety of functions. They show job requirements,
support wage and salary adminigtration, and serve as support documentation for legal compliance. Fire
departments that do not have a Human Resource work section, or a City Personnel Department
attentive to their needs, may be operating from job descriptions that are more than five years old.
Today, laws and labor/management agreements make it imperative for organizations to use logica
systematic approaches to writing and revaidating job descriptions.

The purpose of this research was to revaidate the existing job description for the position of
Firefighter on the Oklahoma City Fire Department. An evauative research method was chosen due to
an exiging job description that needed to be evaluated against current standards. The research question
was, “What steps should be taken to revalidate job descriptions.”

The procedure for the research started by cdling severd meetings with the Human Resource
work section of the fire department and the Personnd Analyst of Oklahoma City. The Master Task
List (MTL) used in 1983 was modified to include current job functions of afirefighter. To vdidate the
revised MTL arandom survey was conducted of a selected group of fire department personnel. The
research resulted in a methodology used to revalidate the department’ s current job descriptions. 1t was
recommended the research be expanded to identify methods of writing job descriptions for positions for

which they do not currently exist. Also, ajob description should be evauated on afive-year basis.
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INTRODUCTION

A well written job description supports a variety of adminigrative functions and givesthe
organization beneficid results. These benefitsinclude:

* it shows job requirements and training needs;

* it supports wage and sdlary negotiations;

* be a guide for physiciansto use in post job offers, pre-employment physicas, workers

compensation and disability cases.

However, the most important result of the job descriptionisit clarifies, to a potentia gpplicant
and incumbent employee, the essentid requirements of ajob. When individuas do not understand their
jobs, what they must do, how they are to do it, and with whom they must work, confusion and
misunderstandings occur. In many organizations once the job description iswritten, it is put on a shelf
and not reviewed on a consstent basis. Therefore, the question for this research was, “What steps
must be taken to revadidate job descriptions?” The purpose of this research was to identify a
methodology to revaidate the job description of afirefighter for the Oklahoma City Fire Department.
The job functions of afirefighter, in some ways, may be the same asit was ten years ago. However, the
complexity, amount of risk, and the cost of providing service has changed noticeably over the past ten
years. Based on that fact, and because the last review of the firefighter job description was donein
1983, an eva uative research method was chosen. The evauative research would alow for a

comparison of the existing job description againgt today’ s requirement.
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BACKGROUND AND SIGNIFICANCE

Higoricaly, the fire service has met challenges with dl the courage and technica skill that can be
mustered. Fire fighting is demanding manual labor. Because of that, emphasis was put on gaffing fire
trucks with physically strong people. Those people were taught the job,” through the war stories and
experiences of those firefighters who had been on the job the longest. The Oklahoma City Fire
Department, like many departments around the country, hasits own culture and traditions.

In 1976 the first job descriptions for the department were andyzed and fidld tested. The test
was conducted by the City of Oklahoma City with the cooperation of International Association of Fire
Fighters (IAFF) Locd 1524. The job descriptions developed during that time gave an opportunity to
bench mark wages based on the critical skills, knowledge and ahilities required to do the job functions
of afirefighter. This documentation strongly influenced wage negotiations and subsequent cost of living
raises for Oklahoma City firefighters. In 1988 the City of Oklahoma City used Job/Task Andyss
methodologies in maintaining and modifying the Classfication Sysem. The Classfication Section of the

Procedures Manud outlined detailed procedures for maintaining the syslem. This study is justified for
the Oklahoma City Fire Department because job descriptions have not been revaidated in dmost ten
years!

When ajob description iswritten or revaidated it should be linked to the organization’ s misson
Statement and assessed in the context of the strategic plan.

The drategic plan is composed of identified gods reated to the organization’s misson and Strategic
objectives necessary to accomplish the gods. Assgnment of responsbility for the accomplishment of

drategic objectivesis the basis for the essentia functions of the job descriptions. Therefore, writing or
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revaidating job descriptions, should be a compilation of processes to systematicaly collect, andyze,
and document the important task of ajob to accomplish the organization’s misson. Thisresearch
rel ates to the Management Process section of the Executive Leadership course of the Executive Fire
Officer program. The course materid identified the key subsystems that comprise the Environmental
System of an organization. The subsystem that relates specificdly to thisresearch is called “ Structurd.”
That subsystem contains the following dements. Tasks, Units, Work Flow, Authority, Communications
and Information Flow, and Rules and Procedures.

LITERATURE REVIEW

The purpose of thereview of literature was to find material to answer the research question,
“What steps should be taken to revalidate job descriptions.” To support this research it was dso
important to look a why job descriptions are written and a process to revalidate them.

A report titled, Economic Proposal FY 78/79 was conducted for the Oklahoma City Fire

Department, the report
mede the following
points:
By January 1977, the senior levd firefighter found that he was $5,245 or 30% short of the
Bureau of Labor Statistics intermediate budget level. 1n percentage terms he earned 70% of the
sdary necessary to maintain amoderate standard of living. In fact, Oklahoma City Firefighters
have logt in excess of $1,800 more in the five-year period since 1972 in redl buying power.
Firefighters earnings, even & maximum scale, were not in the past and are not now adequate

for them to maintain a moderate standard of living as defined by the Bureau of Labor Statitics.
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Further, over the past five years the firefighter’ s ability to reach for this moderate stlandard of
living has diminished. Oklahoma City Firefighters clearly have been the victims of the current
recession and inflation and are being paid extremey meager wages in Oklahoma City (Section
).
Section 111 of that same report, went further to establish the need for job
descriptions. The report drew the following conclusons:
The task sudies introduced in this proposd include only those job descriptions within the
bargaining unit . . . The task andysis conducted by the City [in concurrence with the bargaining
unit] in our opinion isvaid. It might be said here that the opportunity to jointly produce these
job descriptions has effectively earned the support of the entire membership . . . Certainly the
success of the task anaysis was the |abor/management approach to this project. The fact that
we have avdid task analysis gives us now an opportunity to benchmark wages based on the
critical skills, knowledge and abilities required to perform the job functions of the various
classfications in the bargaining unit.
Thereview of thisliterature can be summarized in three points. One, to support positions within
the fire service knowing the job functions of the various positionsisimperdtive. The criticdity of a
position must be identified fairly to assess the vaue of the position to the organization and to the citizens
of the community. Secondly, establishing a labor/management liaison will give aforum for didogue
designed to reduce mistirust and the “us -vs- them” attitude. Thisleadsto the third point, aclearly
defined job description may help the governing body and the bargaining agent to negotiate for afar and

equitable wage.
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According to Nancy Grant and David Hoover, authors of the book Fire Service Adminigtration,
“Before someone is hired, the organization/fire department must identify exactly what the individud isto
do. Job andysisisthe process of identifying what activities are to be done, what skills are required,
what knowledge is necessary, etc.” (Grant & Hover, 1994, p.120). The authors further write:
Although this seems smpligtic, identifying exactly whet is required in agiven pogtion isthe first
geminjob andyss. Severd techniques can be used to conduct this andlyss
Observation - involves vigting the place of work and watching an individua do his or her
tasks. Thisisdifficult in thefire service given the variety of tasks performed, the uncertainty of
each day’ s schedule, and the risk involved in emergency response.
I nter views - with current fire fighters and supervisors can be useful because they can be
scheduled away from the actual work location and do not interfere with daily operations. If
designing anew position, it is necessary to interview the supervisors of the new position and
advisable to interview others who will be interacting with a new [position].
Expert panel task analysis - isanother way to identify the tasks performed in agiven
position. A group of expertsin the field are gathered and asked to identify what a person in the
position in question does.
Questionnaires - can aso be used to gather information. They are generdly in two parts. The
first section asks the worker to describe the kinds of experiences, qudifications, attitudes,
information, and skills necessary to do the job. The second section contains alist of various
activities. Theworker is asked to identify those activities performed on the job and what

percentage of timeis spent on each. (Grant & Hover, 1994).
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According to the authors of the book, Organizations -Behavior- Structure-Process, “The

purpose of job andlysisisto provide an objective description of the job itsdf” (Gibson, et.al, 1991,
p.473). Theauthorsfurther state:

When job analysis are performed information should be gathered from three aspects of dl jobs:

(2) job content, (2) job requirements, and (3) job context. The authors defined the universa

job aspectsin the following manner:

Job content - refersto the activities required in the job. Depending on the specific job analyss

method used, the description can be either broad or narrow in scope. It can vary from genera

gtatements of job activities to highly detailed statements of each hand and body motion required

to do thejob. One widdly used method, Functional Job Analysis (FJA), described jobsin

terms of:
1. What the worker does in relation to date,
peopl e, and j obs.
2. Met hods and techni ques the worker uses.
3. Machi nes, tools, and equi pnment the worker uses.
4. Materials, products, subject matter, or services

t he wor ker produces.
Besi des defining what activities, nethods, and machi nes
make up the job FJA al so defines what the individual
doi ng the job should produce. FJA can, therefore, be the
basis for defining standards of performance.

Job requirenents - refer to factors such as educati on



experience, degrees, licenses, and other personal
characteristics thought to be required of an individual
in order to performthe job content. |In recent years,
the i dea has energed that job requirenents should al so
identify skills, abilities, know edge , and ot her
personal characteristics required to performthe job
content in the particular setting. One wi dely used

met hod, the Position Analysis Questionnaire (PAQ, takes
t hese human factors into account through the analysis of

the follow ng job dinensions:

|~

1. | nformati on sources critical to job perfornmance.

2. | nformati on processing and deci si on maki ng
critical to job performance.

3. Physical activity and dexterity required of the

j ob.
4. | nt er personal relationships required of the job.
5. Reactions of individuals to working conditions.

The PAQ net hod can be adapted to jobs of all types,

i ncl udi ng manageri al | obs.

Job context - refers to factors such as the physical
demands and working conditions of the job, the degree of
accountability and responsibility, the extent of

supervi sion required or exercised, and the consequences



of error. Job context describes the environment w thin

which the job is to be performed (G bson, et.al, 1991, p

473- 475) .

According to, The 1998 Executive File: Hot Enpl oynent

| ssues,

there is not a particular format for a job

description; however, consideration should be given to

breaki ng down the job description into different categories

such as:

*

essential functions

ot her functions

physi cal and nental requirenments

equi pment operated, if any

|icenses or certifications required, if any
wor ki ng condi tions

supervi sory control

nunber or type of enpl oyees supervised, if any
required output, if appropriate

Fair Labor Standards Act status

bargai ni ng unit coverage, if applicable

date of preparation of job description and revision

dat es

An interview was conducted with Troy Col eman, Ph.D., of

|0
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Col eman and Associ ates a Dall as, Texas based conpany; during
the interview, Dr. Coleman stated there were various nethods
to validate job descriptions. He further explained the job
description is the basis to use to devel op selection and
pronoti onal instrunents. He provided the follow ng process
for validation of job descriptions:
1. Revi ew Job Description
2. Tail or Job Analysis Validation Survey (JAVS) to nmake
it congruent with Job Description
3. Adm ni ster JAVS to incunmbents
4. Conduct Field Audits to verify job content and job
process
5. Conpi l e and Anal yze JAVS Dat a
6. Conpare JAVS Data with Field Audit Data
7. Use JAVS Report to determ ne the nunber of test
items to come from each exam nation source docunent
and each area of expertise or conpetency
8. Use JAVS Report and Field Audit Data to design
assessnment center exercises.
Dr. Col eman expl ained the JAVS is derived fromthe
essential functions of the job. Once JAVS is witten, it is
given to a sanple population of individuals currently in the

position and to the supervisors of the position. This assures
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two nethods of verifying job content (Dr. T. Col eman, personal
i nterview, August 6, 1997 and Decenber 15, 1997).

The |l ast review of literature was the Personnel
Empl oynent Cl assification and Conpensati on Manual of the City
of Oklahoma City. The focus was the nethodol ogy used to
val i date job description. The starting point was the Master
Task List, when viewed as a whole, it gives the reader an
accurate description of the work involved. The MIL is a
conpi lation of task statenents. Tasks statenents are defined
as sinple, declarative statenments which are the base point in
job analysis. This information allows the personnel anal yst
to be able to nake judgenents and inferences about what is
required on the part of the workers. After devel opnent of the
MIL, validation of the data gathered nust be done. The
vari ous nethods di scussed previously in this literature review
can be used. However, once the validation of the of the MIL
is conplete the final product is the job specification. There
is considerable variety in the format and style of
specification for different organizations. The City of
Okl ahoma City’'s job specifications follow the outline bel ow

1. Job Summary

2. Duti es and Responsibilities

3. Job Requirenents



4. Evaluation Criteria
Prior to witing the specification, the job should be

broken down into general job functions, that is, it should be

broken down into three or four areas of work. The master task
l'ist should then be divided into groups of tasks which
illustrate the job functions (OKC Personnel Dept., 1988).

In summary, it has been explained why a job description
should be witten and the benefits it offers to an
organi zation. |t has been expressed there are three aspects
consi dered “universal” related to job analysis. Furthernore,
there are several nmethods to use to gather information for the
task analysis that | eads to a description of the job.

PROCEDURES

Thi s description of procedures is unique to the Okl ahom
City Fire Departnent; but could be nodified to fit any
organi zation’s needs. As pointed out in the literature
review, there are several nmethods to us to gather information
for the task analysis. The Cklahoma City Fire Departnent had
a job description that needed to be updated and vali dated
based on current job functions. The procedures were foll owed
to answer the research question, “Wat steps should be taken
to revalidate job descriptions.”

The first step was to discuss the research question with

the Fire Chief to gain his approval and get his insight.
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| ssues di scussed were justification for revalidating the job
description, soliciting the Bargaini ng Agent and Personnel
Departnment invol venent, division of |abor, time |lines, and
staffing. Notification was made by the Fire Chief to the
Presi dent of the bargaining unit to informhimof the project
and identify a contact person. A conmmttee was established
bet ween t he Personnel Departnent and the Human Resources work
section of the departnment. The comm ttee consisted of a deputy
chief, major, lieutenant and two city Personnel Analysts.
Topi cs discussed at the first neeting included: general
overvi ew of the project, obtaining background information,
deci ding on course of action, and determ ning at what point in
t he project the Personnel Departnent would be invol ved.

The first objective was to nodify the old Master Task
List (ML) to bring it in line with current functions of the
departnment. This process required two nmeetings with the
Personnel Departnent to clarify how changes shoul d be nade and
to ensure they were nade correctly. Personal neetings and
t el ephone interviews were conducted with the Operations Chief,
Emer gency Medical Services (EMS) Chief, Special Teans Chief,
and the representative of the Bargaining Agent to gain their
i nput on job functions of a firefighter. A “How goes it”
meeting, was convened with the Personnel Analysts and Human

Resources work section to review the MIL prior to the



val i dation process (see Appendix A).

After nodification of the MIL, the nunber of budgeted
positions for firefighter and a list of their names was
obtained. This list was used as the basis for determ ning how
many firefighters the MIL would be sent to in order to obtain
a 95% confidence level. An update briefing was given to the
Fire Chief and the Bargaining Agent representative to inform
t hem of the progress of the project and gain their support of
a cover letter for the MIL. The letter briefly explained the
purpose and criticality of the project and described the
project’s benefits. The letter also asked for the
firefighter’s support of this endeavor. An instruction sheet
for conpletion of the MIL, requested the firefighter make
addi ti ons, deletions, or changes on the forms and return the
conpleted forms to Fire Adm nistration

Before the MILs were nailed to the firefighter’s hones,
an e-mail nmessage was sent to all the Operations District
Chi efs, giving them general information about the project.
This was done in an effort to provide themw th information to
answer questions they m ght receive fromtheir firefighters.
The MIL, cover letter, and instruction sheet, along with a
st anped self addressed envel ope was nmailed to the
firefighter’'s address of record. Thirty days was the turn

around tine for the MIL to be sent back to Fire



Adm ni stration.

When the MILs were returned to Fire Adm nistration, a
meeting was set with the Personnel Departnment. At this point
t he Personnel Anal ysts became nore involved with the
refinenent of the MILs to get to the last step of the process,
the job specification. To wite the job specifications the
task of the MIL had to be grouped into job functions. Those
functions were broken down into six nmpjor areas of work:

firefighting and hazard mtigation

enmer gency nedi cal services

di vi ng

hazardous material s

publi c education

station, tool, and equi pnent naintenance

The next step was to derive the skills, know edge, and
abilities (SKAs) which were used to wite the job
requirenents. Inferences were made on the SKAs and the
wi |l lingness of the worker traits necessary to performthe
tasks. This was done during the neeting of the Personnel
Anal ysts and the Human Resources work section. The next step
was the scoring of the inferences by the Personnel Analysts.
According to the information that was provided, scoring

synbol s were used and each had an assigned point value: + = 2



points, / =1 point, 0 = 0 points.

There were four aspects scored on each inference:

Barely Acceptable Workers (B) This shows that extent to

whi ch a barely acceptabl e worker possesses a particul ar
skill, know edge, or ability. |If all the workers posses
it, score a +. If only sone have it, score a /. |If none
of them have it, score a O.

Superior Workers (S) WII| possession of this particular

skill, know edge, or ability nmake the person a superior
worker? |If the possession of it is very inportant, score
a+. If it is valuable, but not required, score a /. |If
possession of it makes no difference, score a O.

Trouble Likely (T) How nmuch trouble will it cause if the

wor ker does not possess a particular skill, know edge, or
ability when hired? |If the worker does not possess it
and cannot acquire it within six nonths, score it a +.

If it can be acquired within six nmonths and is inportant,
to the job, score a /. Score a O if it is safe to

i gnore.

Practicality (P) Demanding this elenent in the current

j ob mar ket, how many openings can we fill? Score a + if

all openings can be filled, a/ if only some can be



filled, and a O if alnobst no openings can be fill ed.

At this point of the procedure the project becane
conplicated. After all inferences were scored, the total
poi nt val ue of each was cal cul ated by the foll owi ng fornul a:
(S+T+SP) -B-P. The resulting score was either positive or a
negati ve nunber. The higher the score, the nore inportant the
inference. The highest possible score was +6. The anal yst
scored the inferences independently then negotiated to a final
score that was within two points of each other. Final scores
of +6 or higher became the job requirenments (see Appendi x B).

The Job Summary and the Duties and Responsibilities
sections of the previous job description were eval uated for
nmodi fication. The Job Summary of the job description was
eval uated against the following criteria:

1. Location of job

2. Level of job

3. Broad statenent describing what the enpl oyee does
4, St at enent about additional tasks
5. St at ement descri bi ng how enpl oyee communi cates, with

whom and for what purpose
6. How enmpl oyee del egates or supervises
7. How, when, and by whom enpl oyee’s work is supervised

8. CGeneral job functions.
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The Duties and Responsibilities section was witten by using
t he general job functions that were identified fromthe MIL
as headings, then listing the tasks that support the job
function.

The | ast area was Evaluation Criteria this section
consisted of the following criteria: difficulty, interpersonal
rel ati ons, working conditions, physical requirenent,
supervi sion given and received. These areas were eval uated
fromthe previous job description by the Personnel Analysts
and the Human Resource work section. |t was agreed the
content of the above areas was sound however, m nor
nodi fi cations would be nade that did not significantly affect
t he outcone.

A final draft was typed and revi ewed by the Personnel
Anal ysts and the Human Resources work section. A neeting with
the Fire Chief and the Bargai ning Agent representative was set
to brief themon the final draft for their approval. The
draft was approved and copies were sent to the City Personnel
Departnent, the Fire Training Division, the Bargaining Agent,
and put in the Adm nistration section of the departnent’s
St andard Operating Procedures Manual .

RESULTS

The research reveal ed attitudes of managenent and | abor



can affect the outconme of the project. It is inportant to
gain the cooperation of both sides and be aware of their

driving and restraining forces. Periodic updates on the

progress of the project are inportant. Spending tine in this
area will benefit the project by alleviating anxieties.
There is no one process that will fit every departnment

due to | abor/managenent agreenents, staffing, budgeting, and
department phil osophy. However, this can be viewed as a nmjor
strength of the research, because it allows each departnent
flexibility in establishing job functions necessary for their
depart nent.

This section also contains a summary of the process used
to answer the research question, “What steps nust be taken to
reval i date job descriptions?” They are as foll ows:

1. Speak with the Fire Chief and City Personnel

Anal ysts to determ ne the need for revalidating job
descri ptions.

2. Contact Bargai ning Agent (if applicable) to explain
project and solicit a representative to serve as a
liaison.

3. Forma comm ttee from nenbers of the Fire and
Personnel departnents.

4. The commttee should neet to determ ne process to



use, nmake assignnents, and establish tinme |ines.
5. A Master Task List (MIL) should be devel oped and
refined.
6. | dentify a nmeans to send MIL to personnel currently
hol ding the job and supervisors.
7. Col l ect MIL to make inferences and establish job
requi renents.
8. Revi ew conponents of previous job description for
nodi fi cati on and updati ng.
9. Wite final draft, neet with commttee nenbers, Fire
Chi ef, and Bargai ni ng Agent to gain concurrence.
10. Publish and distribute final copy of job
description..
Peri odi c updates of the projects status will be contingent on
t he managenent style of the supervisory personnel. The final

copy of the job description developed is in (see Appendix C).



DI SCUSSI ON

This section presents a personal concl usion about the
research results. It also contains an evaluation of the
findi ngs and organi zational inplications that stemfromthe
findings. The process was specific to the Oklahoma City Fire
Departnent. The process used conpares directly to the
findings discussed in the literature review and foll owed
conponents that were identified as being inportant to witing
and validating a job description. It was nmy opinion the
process used to validate the current job description of the
Ckl ahoma City Fire Departnent was feasible.

The inmplication of the results is proportional to the
i nportance of well written job descriptions to the Okl ahom
City Fire Department. Making a positive effort to identify
job functions will mnimze problens that directly affect the
wor ki ng conditions of the firefighter and indirectly affect
the service to the citizens, will have a mgjor inpact.

RECOMVENDATI ON

Based on the research material avail able and process
established, | recommend the Human Resources work section of
t he Cklahoma City Fire Departnent proceed and support a plan
to revalidate existing job descriptions and wite those job

descriptions for positions where they do not exist. The plan



described in this research is a starting point toward that

devel opnent .
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